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14 April 1967

MEMORANDUM FOK: Deputy Plrector for Intelligence
THAROUGH: | Director of Intelligence Support

SUBJECT: Re-examinetion of OCR's Hole

1. We bave spent some eight woeks in an {ntenstve and extenaive
sxanination of OCR's rele in the intelligence production and operations
structare, dolng our best to take inte conaideration changes we might
make in our support to the Intelligessce Community, the level of expertise
cumulated by our production office cepsumers over the past yesrs, the
changing nature of the production bushiess in the sense that it is becaming
more curreatly crisated, and developu:onts in the techaology of the isfor-
mation handling trade. We have consulted at length with the users you
desigasted, discussing the present levoels of service and their nesds for
the future. We have locked hard at gur currest eperations. We have
carefully exarmined CHIVE pregress to date and its chanoes for the future,
and have tried to weigh, i general, tha eontributions, both current and
potential, that computer applications can make to our business.

2.  For the user study we dlvided eur presmt activities into the
smallest possidle lunctional and regianal pleces, spread these om matrices,
and had sach of cur wser representatives use these matrices in queryiag
his colleagues as to the breadth and depth of ceverage they nsedad from
GCR. We have aggregated, analysed, and summarized these findings as
best we are able in an atitempt to leara just what these principal consumers
would have us do. The snswers gave ug rather remarkshie degrees of
speciticity, but slnpls aggregation of ull thess bits and pisces does not
predice an ordered system. Nosstheless, we oan say that we did learn,
in general, on both & functional and re;sional basis, what the areas of
emphasis and de-emphasis should be,
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3.  Ilhave presentsd in Teb A summaries of our user findings
by regics, function, and effice, but iv be sven more concise at this point,
I would say we found a heavy, contianing, aad indeed, probably incressing
damand for detalied biographic data scross the world; a lesssr and
Teglonally spolly requirescest for erganization and insts data; and
last, 2 gemerally ghallow isterest ia indextng subject, concept, and events
information. Further, the users indicated their greatest need for support
in the areas whers thelr production activity is highest. There was no
discernsble trend o have OCR do-emphasise iis operations ia areas where
production activity is high and conoentrate its resources in areas where the
production offices have a lessar degree of coverags.

4. The aser study did not forecast major reducticas In the Atture
trend of requirements which would permit sigeifioant cathacks in CCR
manpower. Therefore, in view of the necessity to materially reduce this
office's manpower nveds, it is asesssary for us to tackle the problen: on
three fronts:

&.  We must develcp saw snd iess sxpensive methods
of cantrolling and retrieving decumentation and information.
Ths systesn must be reorganixed and raticasiized so that
economiey may be found in such areas as single processing
of the docus:eut fiow, reduction in reproductios snd filiag in
multiple copy, use of single vosabularies fur tadexing, ete.

b.  Werking with the prinaipal user offices, we must

develop mors sensitive criteria for the determination of what
is important to Index and hold, und what 18 not, in order to out

the sise of beth the Input aad fiie malstenance aad retrieval
jobis.

¢.  ¥eo shall have to surtail or eliminate activitles
which sre wanted by our custemors, but are in & lower
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5. mmmtmuum&uwtmmmm

reference system to maet the following objectives:

u, ‘rusymmum;md-‘mdmﬁﬂﬁ'
wm_mmmurdmrmmm.mmu v
Mﬂu&h%bhmnrmvm-mmw

¢, and must provide emtingency cover alust arens
of possihle future imterest. Rty

b, mmmuwa&uumh
legitimsts pricrity requests for service but, at the same time,
muﬁheuﬂe!kdtahm&atm‘eoﬂywa.m
capability ts not used to servics lowsr priority requosts whioh
can be handied by slower, less oxpensive methods.

a. mqmmwhrmbywm
standardized aperating precedures which minimize duplicate
or redusdant processing of materials entering the systen: .

d.  The system wmuat be bighly sslective in chousing
material for processisg and retention, and must have
reasonsble, enforcaable guidsiinas for purging itself of
faformation teo coatly to stere in relation to its use,

8. The system muet be eapable of handling all-
souros refersace materiale in s fatagrated manner.

f.  The system must have prevision for sceompio-
dating CHIVE In the svest the 'qua
oatablishes the faasibility of oplementation;
however, the system mhﬂchmd’fwﬁw
by fteelf if CHIVE dees not materialize as an effective
central referonce capability. |

o]
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6. Te mest these objsctives, we must develcp a relatively
Ww.mnwmwmdaymw
which ws caa get minimal contrel svar that portion of the decumaeat fow
that we must control at all. Iwant © emphasize to you that by relatively
insxpensive, I still envisicn siseshle personnel costs, because 5o long as
we are dependent upon human readiag or scansing of ihe doswnents for
even the grossest furm of indexing, our-costs will not be cheap. We will
thou put the balanoe of our forces to werk on a sembinstien of machise~
assisted and manuslly-supperted efferts agaiast the fanctions and areas
of highest intarest, particularly the hiographio field. Although we have
asver had miforn: coverage by subject and area, we wiil, in the future,
mmmu&omamm:uﬂmmmty
naods of sur customors, retaining enly a minimal base control of the
mass of maierial whick will afford us & contingency retrieval servics.
In addition, we shall ased te preserve the effective operation of our
basic desument services ia receipt, eonirol, storage, sad dissemination,
as wall 33 minimel library selecticn and eataloging, reference services,
and some film and pbotographic sffort.

7. A oumplete recryanization of OCR is nsoessary to scoemplish
the msapower reductions destred and te reshape the service om 2 more
minimal basts. The bread sutiine and ebjectives of the reorganteation
are contained in the plan attached a8 Tab B. While we are not settied
on the detalls, in essence, we will posture our resources in two mais

groups, asmely, & document delivery ' » handling the basle

- :mt sorvices of ne;z.. m:. aorage, | iaation, reproduction,

machine operations, and, s information group previdisg indexing and
information services. The latter slement would be mbdivided Into regicnal,
as opposed to funeticaal, components i resseusbly balanoed srea divisions.
This reconfiguration would allow us te provide siagle-poiat, all-scurce
service for our custemars, single, v at least minimal, processing of the
ingoming docunents, use of & mintmwma Buwnber ef vossbularies, and the
development of OCR persenmel who, over ilme, will become more familiar
with the problems of the reglonally~oriented user.
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8. Testing of the CRIVE soncept sheuld go forward, in my judgment,

mwwmmdmmvmmanmmmn
mentation ou any large seale. Our smk sosts are so great by new, and the

X1 I

prospects of st lenst some success. Teasonably bright, to sake the test on

sttll & good buy. This experimestation, however, will net

X1

?;&Wt:‘mtpﬁza:?mwm”vmﬁm
or the immediate developnent of & iess eostly, less complex, computsrized
indexing and retrievil system.

8. In summary them, I recossmend the following courses of wetion

for your approval:

3

)

That OCR be reorgsnised tato tvo maln groups, facluding the document
delivery aysiems group and the regieaslly-eriented information group.
1n addition to the advantages cited hereicfore, mich sn erganixatioa
would shorten our span of mansgement comtrol at the Offics Jeve! and
give us & Iresh lock at oux operntions from & regional, as epposed te
utm. basis. Further, it will estabileh five area divisions,
all werking on similar problems, and therehy allow us simultasecusly
to sxperiment with dtffereat approsches and systoms.

MWMM&M&MW*‘M&@!W
and vetrieval system which will previde & mintmuws, shallow lovel
ﬁmmmmaﬁamm«mmw&w
atall. This svetem should be ready to operate withis nins wonths,
mmumbmmmmmmwiy
cenfigured divisions.

That tasting of the CHIVE eonoepts be continued in the form of the
| | This eloment will take on the astual
processing of documentation about| o that 1t will aet
be aimply an overhead experiznsnt. In addition, certain misimum
stafl will have to ke kept on finlshing up the dealgn phase.
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by the users. The basic cemputer-drives ladexing system, meationed
in {3) sbove, will Mkymfumnzmu;ﬁm
mmmnm“unmmhmmmmm
w«mm.mmmm:mdwm,

ingful sxperimaent ean bo conducted. We bave found In our discussion
mms,wdmmmwmemhm. their *
Q&Mvm;wmmmmmmwm

kmmmmmmua, that OCR seck a mmuch
MMWW&-&MWGK&«:»M&:
mmhhﬂeﬂumammqm,adm
mmﬂimmdemnmwmmﬂm. This wili
requirs sxperimentation participation by OCR in
producticn agtivities of these olfioss. ” poople i the

That the DDI approve aa organisational streagth of |

W at least Flsoal Year 1868, wmaless the Direcier, CCR,
indicates his ability to make further redactions prior to that,

Quite frankly, it is impossible 1o arrvive at s single, statistioally
mrﬂh&m&ﬂ&&k““hmxmm;m

2&# our sireagth as of last December or & cut
of 23 parcest. (Tab C) Sheuld experimentstion dlctate that evan
fower people are nesded, 1 shall 0 advise you.

JORX K, VANCE

Directsr of Central Referencs
Attachment: a/g
APPROVED:
. Vo Py, T
j Director for Wntelligence Date
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